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Problems in education have changed from those dealing 
with growth to the exigencies created by scarcity and retrenchment. 
The two major sources of scarcity, the long-range demographic changes 
in society and the changing energy situation, will permanently alter 
the style ^nH standard of American life. Public education in the 
foreseeable^ future will be caught in a squeeze between increasing 
expenses *nd a declining clientele. A constructive answer to scarcity 
is a reconceptualization of the nature and function of schools to 
embrace community education as a life-long process. To make this 
adaptation, school management needs to change its organisational 
concentration from strategy, structure, and systems to that of staff, 
skills, style, and superordinate goals. Teachers can reconceptualize 
their traditional roles and be developers of curriculum and 
^— <wgrtl inato rs of the efforts of many people. Effective schools also 
have both public and parental involvement. In the wider political 
community, management should utilize the practices of networking, 
coalition building, cooperation^ and collaboi^ation . Finally, in 
stressing superordinate goals, managers must clearly define what it 
is that education does and develop priorities within that definition. 
(MLF) 
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Schools in our society have always faced problems. It 
seems to be a truism that important institutions must always 

BE AT TKE CENTER OF CONTROVERSY. ThE HISTORY OF SCHOOLS IN 

this country illustrates their stressful existence. however^ 
the nature of the controversy and the essence of the problems 
confronting schools has now changed. education is faced with 
a situation that is qualitatively different from those it has 
faced in the past. 

From the Civil War onward American education was faced 
with the problems created by growth. until fairly recently 

school managers (excepting those hardy SOULS WHO LABORED U< 
RURAL areas) WERE REQUIRED TO DEAL WITH EVER INCREASING NUMBERS 
OF CLIENTS. The TRAINING OF MANAGERS AS WELL AS THEIR PER- 
•CEPTIONS OF PROBLEMS TO BE DEALT WITH IN THE FUTURE WERE DE- 
FINED BY THE CONCEPT OF GROWTH. HlGl^RATES OF POPULATION 
MOBILITY CREATED SPECIAL PROBLEMS FOR URBAN AND SUBURBAN 

AREAS. Growth problems involved managers developing methods 
OF predicting size of school population increases^ planning 

NEW buildings^ RECRUITING NEW STAFF^ SECURING FUNDING^ AND 
managing a LARGE AND INCREASING CLIENTELE. 
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Over the past decade or so the nature of the problems 
have changed. growth has been replaced now by the exigencies 
created by scarcity and retrenchment. managers trained in 
the past to handle a specific set of problems are now faced 
with quite a different set. it is a new situation and one 
for which they have had no training or no practical experience. 
Understandably the initial reaction is confusion and fear. 
Anxiety is not a very comfortable state of mind, but it may 
lead to constructive behavior if the discomfort causes recog- 
nition that new situations require NEW methods of management. 
The greater danger is that the fear and anxiety may lead to 

MAUISE (an unwillingness TO RECOGNIZE THE NEED FOR CHANGE) 

and a series of short-term retrenchment measures that would be 

DESTRUCTIVE OF THE LONG-TERM GOALS OF PUBLIC EDUCATION. ThE 

very IMPORTANT FIRST STEP IN AVOIDING THIS DESTRUCTIVE MALAISE 

f 

•IS TO UNDERSTAND THE NATURE OF THE PROBLEMS OF SCARCITY. 
SCARCITY 

Scarcity has two major causes or sources. One major 
source of scarcity is the long-range demographic changes in 
OUR SOCIETY. The growth rate of THE American population is 
declining and the average age of the population is increasing. 
Americans now get married later in life and wait longer to 

HAVE CHILDREN THAN THEY DID EARLIER IN THE CENTURY. ThE AVERAGE 
NUMBER OF CHILDREN PER FAMILY IS SMALLER NOW THAN IT WAS IN THE 
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PAST. In short> the traditional^dual-glienteles of the 

SCHOOLS— PARENTS AND CHI LDREN— ARE DECLINING AS A PROPORTION 
OF THE POPULATION. 

The National CETiTER FOR Education Statistics in its 
PUBLICATION^ The Condition of Education . described 

SOME OF THE IMPORTANT IMPLICATIONS OF THESE DEMOGRAPHIC 
CHANGES FOR PUBLIC EDUCATION: 

1. In 1975 TOTAL enrollment in elementary^ secondary 

AND HIGHER EDUCATION REACHED AN ALL-TIME HIGH OF 
61.1 MILLION STUDENTS. BY 1978 ENROLLMENT HAD 
DROPPED BY MORE THAN 3 PER CENT. ThESE DECLINES 
ARE EXPECTED TO CONTINUE THROUGH THE MID-1980' S 
TO REACH A LOW OF 55.1 MILLION STUDENTS^ OR 10 
PER CENT BELOW THE 1975 PEAK. (POPULATION FORE" 
CASTING IS NOTORIOUSLY DIFFICULT. PRESENT ESTIMATES 
INDICATE A SHORT-TERM RISE IN SCHOOL AGE POPULATION 
BETWEEN 1985 AND 1995 FOLLOWED BY A LONGER TERM 
DECLINE.) 

2. A l'^ PER CENT REDUCTION IN PUBLIC SECONDARY CLASS- 
ROOM STAFF IS EXPECTED BETWEEN 1979 AND 1988. 

3. Approximately 325>000 fewer teachers will be hired 
FROM 1980 TO 1990 than were hired from 1970 to 1980. 

^. The peak year for the fertility rate> 1957> was also 
the peak year for construction of local schools. By 
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1978 CONSTRUCTION EXf*ENDITURES FOR LOCAL SCHOOLS HAD 
DROPPED TO UNDER $^ 3ILLWN> LOWER THAN ANY YEAR 
SINCE 1957. 

As David Riesman describes them> demographic changes are 

LIKE changes in THE CLIMATE: THEY ARE BASIC AND INEXORABLE. 
The INTELLIGENT SCHOOL MANAGER CAN NOT REFUSE TO RECOGNIZE 

them but must learn to respond and adapt. 

Another major source of scarcity stems from the changing 

ENERGY SITUATION. ThE ENERGY CRISIS OF 1973-197^ MADE AMERICANS 
PAINFULLY AWARE THAT OOR CONCEPTION OF PLENTY. OF GROWTH. OF 

our life-style continuing on indefinitely wer^ self-delusions. 
Americans were made aware that traditional sources of energy 

ARE finite (though THERE IS MUCH DEBATE OVER JUST HOW MUCH 
LONGER FOSSIL FUELS WILL LAST)> THAT MUCH OF THE REMAINING 
TRADITIONAL ENERGY IS UNDER THE CONTROL OF OTHER NATION-STATES 
AND THAT A GIVEN UNIT OF ENERGY COSTS MUCH MORE NOW THAN IT 
DID A FEW YEARS AGO. Of COURSE. ALTERNATIVE SOURCES OF ENERGY 
ARE BEING STUDIED AND DEVELOPED. ThESE NEW SOURCES OF ENERGY 

could be adapted to public use and could alleviate some of the 
present cost pressures on public education. but it is also 
likely that the adaptation and modification of the american 
energy base will take a long time. 

The changing energy situation will continue to affect 
American society and public education in fundamental ways. 
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Travel will continue to be more expensive. The costs of 

OPERATING A HOME WILL BE MORE EXPENSIVE. BeARING> RAISING, 
CLOTHING AND CARING FOR A CHILD WILL BE MORE EXPENSIVE. It 

doesltot seem farfetched to assume that these financial 
strains will affect marriage and reproduction decisions. 
For families already complete (children grown up> or with no 
children) formal and informal requests BY school districts 

FOR support may SEEM LIKE UNENDURABLE ADDITIONS TO AN ALREADY 
HEAVY FINANCIAL BURDEN. ThE PUBLIC CLIMATE MAY MAKE THE CON- 
TINUED MANAGING OF PUBLIC EDUCATION ON TRADITIONAL PATTERNS 
IMPOSSIBLE. 

/ In SH0RT> MANAGERS WILL FIND IT INCREASINGLY EXPENSIVE 

U^N A SCHOOL. While school operation expenses increase, 
the proportion of the population served by the schools will 
probably continue to decline. therefore, it seems clear that 
public education in the foreseeable future will be caught in 
a squeeze between increasing expenses and a declining 
clientele. 

These two major sources of scarcity will permanently 

ALTER THE STYLE AND STANDARD OF AMERICAN LIFE. In FACT, 
ENERGY PROBLEMS AND DEMOGRAPHIC CHANGES ARE EVEN NOW PERMANENT 
PARTS OF THE FABRIC OF SOCIAL EXISTENCE AND CAN NOT BE DEALT 
WITH BY TEMPORARY OR SHORT-TERM MEASURES. EDUCATORS ARE FACED 
WITH REAL AND PERMANENT PROBLEMS, AND SUCCESSFU|^ INSTITUTIONAL 
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adaptati on' depends upon soc'ces^^ adaptation. 
Individual adaptation will present great difficulties though. 
Educators will have to deal with things that their training 

AND EXPERIENCE DID NOT PREPARE THEM FOR. WhAT AMERICAN EDU- 
CATORS MUST DO IN RESPONDING TO THE CHALLENGE OF SCARCITY 
IS SIMILAR TO THE SITUATION FACED BY AMERICAN BUSINESS 
MANAGEMENT IN RESPONDING TO JAPANESE COMPETITION. In BOTH 
SETTINGS MANAGERS MUST SEE THE PRESENT PROBLEMS CLEARLY^ 
MUST BE WILLING TO LEARN AND TO ADAPT AND MUST BE READY TO 
MAKE BASIC CHANGES IN THE MANNER IN WHICH THEIR INSTITUTIONS 
OPERATE. 

For American educators to see their present plight 
clearly^ they must see that scarcity is due to fundamental 

CHANGES IN AMERICAN LIFE. It MUST BE RECOGNIZED^ FURTHERMORE^ 
THAT SCARCITY REQUIRES A RECONCEPTUALIZATION OF THE NATURE 
AND FUNCTION OF SCHOOLS. K'hEN EDUCATORS PERCEIVE THE SITUA" 
JIOH, THEY WILL SEE MORE CLEARLY THE MAJOR TASKS FACING 
T«EM IN PREPARING THE CLIMATE FOR PUBLIC EDUCATION IN THE 
COMING DECADES. ThE REST OF THIS PAPER WILL DISCUSS WHAT WE 
SEE AS THE MOST IMPORTANT TASKS. 

Rftrfwchment OR Response? 

Analytically^ it seems that we are faced with two clear 
choices: 

1, CUTTING back AND RETRENCH I N6> THE USUAL RESPONSE 
TO THE EPISODIC SCARCITY OF THE PAST 
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2. A RESPONSE THAT WILL BE A CONSTRUCTIVE ANSWER TO 
SCARCITY (BaKALIS> 1981) 

The second response is one that can be constructed out 
of the lessons we have learned from our community education 
experience. It is a response that promises a basic and 
healthy answer to scarcity while meeting the long-term goals 

OF PUBLIC EDUCATION, We WILL CALL THIS SECOND ALTERNATIVE 

THE Community Education Response and will explore it further 
IN a moment. 

It seems that university educators are fond of setting 
up dichotomous models that construct clear alternatives: 
one plainly good or acceptable; one clearly bad or less 

ACCEPTABLE. We CONFESS THAT WE ARE AS SUSCEPTIBLE AS ANY OF 
OUR COLLEAGUES. In OUR ZEAL TO GET OUR MAIN MESSAGE ACROSS 

we have constructed one of those models above. 

The danger with such models is that they tend to obscure 
THE dilemma. They may> for the unwitting^ become criteria 

FOR THE assessment OF THE MANAGERS WHO ARE IN THE MIDST OF 
THE FRAY. MANAGERS WHO RETRENCH ARE BAD> OR ARE EMPLOYING 
UNACCEPTABLE PRACTICES. MANAGERS WHO UTILIZE THE COMMUNITY 

Education Response are bmploying acceptable or good practices. 

The device of the dichotomous model is useful for illus- 
trative PURPOSES SOLELY^ AND WE MUST BE VERY CAREFUL THAT THE 
model DOES NOT OBSCURE THE VERY REAL PROBLEMS THAT SCHOOL 
MANAGERS MUST DEAL WITH EVERYDAY. PERHAPS IT WOULD BE USEFUL 
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FOR US HERE TO RECALL THE ALLIGATOR PRINCIPLE. We HAVE ALL SEEN 
THE HUMOROUS PICTURE OF THE POOR FELLOW IN THE WATER TRYING 
TO AVOID THE RAVENOUS ALLIGATORS. BelOW THE PICTURE THERE IS 
A CAPTION THAT G0ES_S5METHI NG LIKE THIS— "WhEN YOU ARE UP TO 
YOUR GLUTEUS MAXIMUS IN ALLIGATORS^ IT IS HARD TO REMEMBER THAT 
YOU CAME HERE TO DRAIN THE SWAMP". PERHAPS THE ALLIGATOR PRIN- 
CIPLE WILL HELP US TO REMEMBER THE REAL PROBLEMS OF THE SCHOOL 
MANAGER. 

It SEEMS LIKELY THAT THE LOCAL MANAGER WILt HAVE TO DEAL 
WITH THE FOLLOWING PRACTICAL AND IMMEDIATE PROBLEMS: 

1. SHRINKING ENROLLMENT AND A DECLINING PROPORTION OF 
PARENTS AMONG THE TOTAL DISTRICT POPULATION 

2. If^CREASING EXPENSES AT THE SAME TIME THAT FINANCIAL 
SUPPORT IS DECLINING 

3. UNDER-UTILIZATION OF EXISTING EDUCATION RESOURCES^ 
BOTH BUILDINGS AND PERSONNEL 

^1. GROWING AWARENESS AMONG EDUCATORS AND PUBLIC OF THE 
UCK OF CLEAR DEFINITION OF GOALS AND CURRICULUM 

5. A GROWING NEGATIVE PUBLIC PERCEPTION OF THE "SUCCESS" 
OF SCHOOLS^ "failure" TO EDUCATE CHILDREN (WE CAN SEE 
THIS IN THE CURRENT CONTROVERSY CONCERNING "RETURN TO 
THE basics" AND> PERHAPS^ THE RESULTS OF THE GaLLUP 

Poll reported annually in the Rhi flFiTA Kappan). 
It is our task to convince the men and women who live in 

THE SWAMP AMONG THE ALLIGATORS THAT THE COMMUNITY EDUCATION 
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EXPERIENCE CAN BE ADAPTED TO THEIR 'PRESENT URGENT NEEDS. We 
HAVE TO BE ABLE TO SHOW THEM THAT OPENING UP THE SCHOOU CON- 
CEIVING OF EDUCATION AS A LIFE-LONG PROCESS^ CAN MEET THEIR 
NEEDS > CAN ALLEVIATE THEIR PROBLEMS. We HAVE THE EXPERIENCE 
AND THE MATERIAL AND NOW IT IS UP TO US TO BECOME UNDERSTANDING 
AND SUCCESSFUL SALESMEN. ORGANIZATIONAL RESEARCH HAS SHOWN US 
CLEARLY THAT THE KEY PERSON IN THE PROCESS OF EDUCATIONAL 
CHANGE IS THE BUILDING PRINCIPAL,THE EDUCATIONAL MANAGER (GrOSS^ 

1971 AND 1979). We must begin there. 

As WE ALL KNOW, COMMUNITY EDUCATION IS MORE THAN INCREASING 
THE NUMBER OF TEACHER-PARENT CONFERENCES. It IS MORE THAN IN- 
CREASING THE NUMBER OF GUEST SPEijvKERS WHO VISIT THE CLASSES. It 
IS MORE THAN SETTING UP EVENING CLASSES FOR ADULTS. A COMMUNITY 
EDUCATION PROGRAM CAN INCLUDE ALL OF THESE ACTIVITIES BUT IT IS 
A PROCESS OF TOTAL COMMUNITY INVOLVEMENT. It IS THE PRACTICAL 
IMPLEMENTATION OF THE DeWEYIAN NOTION OF MAKING SCHOOL, EDUCATION 
AND COMMUNITY SYNONOMOUS. 

WIDESPREAD USE OF THESE IDEAS, WIDESPREAD TJIANSFORMATION OF 
THESE IDEAS INTO PRACTICE WILL REQUIRE THAT MANAGERS, AND US, 
DEPART SUBSTANTIALLY FROM PAST THINKING AND PRACTICES. FOR US 
NOW IT WILL BE USEFUL Tfi EMPLOY A TACTIC USED BY SEYMOUR SaRASON 
WHEN HE ATTEMPTED TO PERCEIVE SCHOOLS IN A MANNER FREE FR0I1 PRE- 
CONCEIVED NOTIONS. As SaRASON WE MUST TRY TO SEE SCHOOLS ANEW, 
AS A VISITOR FROM ANOTHER PLANET. As KOZOL TRENCHANTLY PUTS 
IT, SCHOOLS WERE SET UP BY PEOPLE, THERE IS NO REASON THAT THEY 
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MUST CONTINUE AS THEY HAVE DONE. THEY CAN BE CHANGED BY PEOPLE. 
0NCE WE OURSELVES SEE THE APPROPRIATENESS OF KoZOL'S OBSERVATIONS 
AND HAVE MASTERED THE SARASON MODE OF PERCEPTION. THEN WE CAN 
CARRY THE MESSAGE MORE APPROPRIATELY. MORE HUMANELY TO THE 
MANAGERS OF PUBLIC EDUCATIGti. 

School managers can prepare the school climate, can set up 

THE ATMOSPHERE FOR THE COMMUNITY EDUCATION RESPONSE. BUT IT 
WILL BE THE STAFF WHO WILL MAKE IT WORK. "OPENING UP" THE 
SCHOOL. INTEGRATING THE PROCESS OF COMMUNITY EDUCATION WITHIN 
THE CURRICULUM WILL INVOLVE THE STAFF IN RE-CONCEPTUALIZING 
THEIR TRADITIONAL ROLES. RaTHER THAN SEEING RELATIVELY SMALL 
GROUPS OF CHILDREN FOR LIMITED TIMES IN THEIR CLASSROOMS. 
FOR EXAMPLE. TEACHERS COULD BE HELPED TO SEE THEIR ROLES AS 
DEVELOPERS OF CURRICULUM AND COORDINATORS OF EFFORT. TEACHERS 
CAN BECOME ORGANIZERS AND CO0R|)INAT0RS OF THE LOCAL EFFORTS OF 
MANY PEOPLE AND SO SPREAD THEIR EFFECTIVE INFLUENCE MUCH MORE 
WIDELY THAN IS DONE NOW. 

Research has iJocumented the key elements in the development 

OF effective schools. In schools in which CHILDREN ACHIEVE 
consistent HI^H levels A COMMON ELEMENT IS PUBLIC AND PARENTAL 

involvement (Dreeben and Gross. 1965; Litwak and Meyer. 1973). 

EDUCATORS HAVE TENDED TO UTILIZE ONLY A PART OF THESE FINDINGS 
AND SO HAVE CONCENTRATED ON INVOLVING PARENTS. BUT> WHILE NOT 
NEGLECTFNG PARENTAL INVOLVEMENT. IT IS CLEARLY TIME TO EMPHASIZE 
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THE OTHER PORTION OF THE RESEARCH FINDINGS AND CONCENTRATE ON 
INVOLVING THE TOTAL COhWUNITY. SuCH INVOLVEMENT WILL NOT ONLY 
STRENGTHEN THE EDUCATIONAL EFFECTIVENESS OF THE SCHOOL BUT 

expand the clientele and the support of the school. 

What must be done within the school^ and within the local 
and state communities, is an enlarging of the conception of 

WHAT EDUCATION CAN BE, In ORDER TO HELP US TO SEE~ HOW THIS 
PROCESS OF enlargement CAN HAPPEN AND HOW IT MAY CHANGE THE 
WAYS IN WHICH WE DO THINGS, ALL OF US OUGHT TO READ AND TO 
-STUDY THE BOOK BY P.I CHARD PaSCALE AND AnTHONY AtHOS, THE ART 

OF Japanese I^anagement . Though the book is written for business 

MANAGERS PRIMARILY, THERE IS MUCH IN IT THAT WE MIGHT BENEFIT 
FROM. PaSCALE and AtHOS STATE THAT "A DEVELOPING SOCIETY RE- 
QUIRES DEPARTURE, CHANGE AND NOVELTY IN LANGUAGE, IN CONCEPTS, 
AND IN WAYS OF DOING THINGS." ThAT STATEMENT PRETTY WELL 
SUMMARIZES WHAT WE HAVE BEEN DEVELOPING UP TO THIS POINT. 

PaSCALE AND AtHOS HAVE DEVELOPED A SET OF CONCEPTS WHICH 
THEY USE TO CHARACTERIZE JAPANESE AND AMERICAN MANAGEMENT. \tE 
CAN LEARN A GREAT DEAL IN CONFRONTING OUR OWN PROBLEMS IN EDUCA- 
TION BY STUDYING THESE CONCEPTS. ThE CONCEPTS WILL BE DISCUSSED 
BRIEFLY HERE. 

The AUTHORS state that American business has tended to stress 

THE three "hard S's": 

1. Strategy 

2. Structure 

3. Systems 
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When an American manager mants to make changes^ the 

ODDS ARE that HE'LL REORGANIZE STRUCTURE (CHANGE THE ORGANIZA- 
TIONAL chart) > INTRODUCE A NEW STRATEGIC DIRECTION AND IMPOSE 
A NEW CONTROL SYSTEM. A MOMENT OF REFLECTION WILL SHOW US 
THAT THE BUSINESS MANAGER'S RESPONSE IS NOT SO VERY DIFFERENT 
FROM THE COURSE THAT WOULD- PROBABLY BE TAKEN BY THE SCHOOL 
MANAGER « 

An ORGANIZATION, HOWEVER. IS GIVEN ITS LIFE THROUGH THE 
"SOFT S'S": 

1. Staff 

2. Skills 

3. Style 

^1. superordinate goals 

By staff> Pascale and Athos mean the "demographic" or formal 

EDUCATION descriptions OF IMPORTANT PERSONNEL CATEGORIES WITHIN 
THE FIRM (or SCHOOL). STYLE INDICATES THE CHARACTERIZATION 
OF HOW KEY MANAGERS BEHAVE IN ACHIEVING THE ORGANIZATION'S 

GOALS. Skills mean the distinctive capabilities of key person- 
nel OR the firm as a whole. And superordinate goals mean the 
guiding concepts or values that an organization imbues in its 
members. 

The Pascale-Athos thesis is that American business has developed 
a mix of the s's that downplays or even neglects the soft s's, 
particularly Style and Superordinate Goals. Certainly educational 
managers are trained in college and on the jofe> to accent the 
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HARD S'S ALSO. We DON't BELIEVE NECESSARILY THAT ALL OF THE 
SOFT S's ARE NEGLECTED BY EDUCATIONAL MANAGERS, BUT WE DO 
THINK IT WILL BE USEFUL FOR US TO REFLECT CAREFULLY ON THE 
CONCEPT OF SUPERORDINATE GOALS AND THE PRESENT CONDITION OF 

EDUCATION. Perhaps it is he^^e that our plight is most simiur 

TO that of BUSINESS MANAGERS. PERHAPS TOO, IT IS WITH SUPER- 

ORDiNATE Goals that the philosophy of the Community Education 
Response can help to sort out what must be done. The authors 

MAKE AN OBSERVATION THAT IS VERY APPROPRIATE HERE: "We FACE 
A TOUGH TASK IN CHANGING HOW WE MANAGE BECAUSE WE ARE A LARGE 
PART OF THE PROBLEM. We MUST CHANGE WHO WE ARE.. AS WELL AS 

what we do." 

This brings us to the concluding, and crucial, points in 

THIS PRESENTATION. So FAR WE HAVE CONCENTRATED ON WHAT MUST 
BE DONE WITHIN THE SCHOOL AND THE LOCAL COMMUNITY IN ORDER TO 
DEVELOP AN EFFECTIVE AND CONSTRUCTIVE RESPONSE TO SCARCITY. We 

must now address the wider political community and sketch out 
some of the key strategies that will have to be employed there. 

Managers, teachers, children, parents and adults (the local 
community) will see the immediate and promising results of the 
new commitment to the community education response. local and 

STAtE POLITICIANS MAY LIKEWISE BE IMPRESSED WITH THE NEW AND 
OPEN PROCESS OF EDUCATING THE TOTAL COMMUNITY. ThIS ALL 
SOUNDS FINE, BUT WE WOULD DELUDE OURSELVES WERE WE TO THINK 
THAT THE TOTAL EFFECTIVE RESPONSE TO SCARCITY HAS BEEN EFFECTED. 
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What is to be done about continued existence of the educa- 
tional ORGANIZATION WHEN THE SHORTAGE OF FINANCIAL SUPPORT IS 
A FACT OF LIFE? 

We feel that the saddest possible image is the one of SER- 
VICE ORGANIZATIONS (SCHOOLS> HOSPITALS^ SCOUTS> POLICE> AND 
SO on) in the FUTURE GRAPPLING AND COMPETING WITH EACH OTHER 
FOR SLICES OF THE DWINDLING FINANCIAL PIE. It IS LIKELY THAT 
THIS SAD SCENARIO WOULD INVOLVE ORGANIZATIONS ARTIFICIALLY 
EXPANDING THEIR AREAS OF COMPETENCE AND EXTENDING THEIR 
"territory" while JEALOUSLY MONOPOLIZING THOSE CLIENTELE THEY 
PRESENTLY HAVE. ThIS IS NOT REALLY SPECUI.ATIGN . U IS NOW 

happening in some universities where departments are imple- 
menting precisely those policies. but that is another story. 

The long-term results of this kind of behavior are clear and 
UNHAPPY. Organizations will end up trying to do it all> and 
probably doing none of their task satisfactorily. But rather 

THAN TAKING THIS PATH> WHY NOT RETURN TO BaKALIS' IDEA OF USING 
SCARCITY AS AN OPPORTUNITY^ AS A CHANCE TO TAKE SOME STEPS THAT 
HAVE NEEDED TAKING FOR A LONG TIME? We HAVE THE OPERATING 
PRINCIPLE ALREADY IN THE HIGHLY SUCCESSFUL PRACTICE OF SMALL 
SCHOOL DISTRICTS IN THE SoUTHWEST COLLABORATING IN PURCHASING 
SUPPLIES^ CONSULTANT SERVICES^ COMPUTER TIME> AND SO ON. MANY 
OF THE SAME DISTRICTS HAVE USED THE COLLABORATIVE PRINCIPLE TO 
STRENGTHEN CURRICULA BY MEANS OF DIFFERENTIAL STAFFING. 
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It seems to us that these experiences of cooperation among 

SMALL school DISTRICTS IN OUR PART OF THE NATION ARE CLEAR IN- 
DICATIONS THAT WE MUST USE SIMILAR PRACTICES PIONEERED AMONG 
COMMUNITY EDUCATORS TO STRENGTHEN OUR "PRESENTATIONS" TO 
LOCAL AND STATE POLITICAL ENTITIES. We MUST> AS AN INTEGRAL 
PART OF THE COMMUNITY EDUCATION RESPONSE TO SCARCITY^ UTILIZE 
THE PRACTICES OF NETWORKING^ COALITION BUILDING> COOPERATION 
AND COLLABORATION. ThESE PRACTICES MEAN THAT MANAGERS MUST 

learn to work wlth> actively and construct i vely> other service 
organizations. 

School managers must take the initiative in constructing 
networks of organizations— service^ recreation^ welfare^ pro- 

TECTIVE> and so on— IN ORDER TO ACCOMPLISH TWO VERY IMPORTANT 
GOALS. FlRST> SUCH ORGANIZATIONS CAN AID SUBSTANTIALLY IN 
BUILDING THE KINDS OF RESOURCES THAT WILL MAKE THE COMMUNITY 

Education REsponse work within the school building. The ex- 
periences OF THESE ORGANIZATIONS IN WORKING WITH THE LOCAL 
COMMUNITY CAN BE A GREAT HELP IN TRAINING SCHOOL PEOPLE TO OPEN 

up the school and implementing the community education response. 
There is much that we can learn from the Boy and Girl Scout,s> 

FROM THE YM and YVICA> FROM LOCAL POLICE> AND FROM WELFARE dpFICES. 

By initiating the approach^ we not only learn but we begin to 
develop effective alliances. 

Secondly^ networking can help all service organizations 
recognize the shared problems and so build coalitions. coalitions, 
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IN TURN^ MEAN THAT STRONG GROUPS OF ORGANIZATIONS CAN APPROACH 
GOVERNMENTAL FUNDING AGENCIES COLLECTIVELY RATHER THAN SINGLY 

and competitively. 

Eventually^ coalition building can develop into a stage of 

COOPERATION AND COLLABORATION. At THIS STAGE THE SHARING OF 
RESOURCES AND THE RECOGNITION OF MUTUAL PROBLEMS CAN ELABORATE 
INTO INTER-AGENCY DEVELOPMENT OF LONG-RANGE POLICIES. PRE- 
SENTATION OF SUCH COOPERATIVELY DEVELOPED POLICIES WOULD MAKE 
REQUESTS FOR FUNDING STRONGER AND MORE REASONABLE. In SHORT^ 

collaboration just makes sense in confronting the problems of 
financial scarcity. 

In order to successfully accomplish the important tasks of 
networking^ coalition building^ cooperation and coluboration^ 
it will be necessary for us to return to the last> and most 

IMPORTANT^ OF THE S's DEVELOPED BY PaSCALE AND AtHOS: SuPER- 

ORDiNATE Goals. We must carefully^ clearly develop statements 

CONCERNING WHAT IT IS THAT EDUCATION IS ALL ABOUT. We SUGGEST 
THAT THAT HAS NOT BEEN DONE VERY WELL. FURTHERMORE^ NOT ONLY 
MUST WE CLEARLY DEFINE WHAT IT IS THAT WE DO^ BUT WE MUST 
DEVELOP PRIORITIES WITHIN THAT DEFINITION. We MUST BE ABLE 
TO SAY WHAT IT IS THAT WE DOj BUT ALSO BE ABLE TO SAY WHAT IT 
IS THAT WE DO BEST. If WE CAN DO THIS TASK WELL^ WE WILL AVOID 
THE SAD RESULTS OF ALLOWING SCARCITY TO FORCE US TO TRY TO BE 
ALL THINGS TO ALL PEOPLE. BeING ABLE TO DEFINE WHAT WE DO AND 
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WHAT WE DO BEST> WILL AID US INESTIMABLY IN BEING ABLE TO EFFECT 
COALITIONS WITH THOSE OTHER SERVICE ORGANIZATIONS THAT CAN HELP 
US. 

We have now come to the end of our message > such AS IT IS. 
As YOU no DOUBT CAN ATTEST^ WE HAVE TOUCHED ON AN ENORMOUS 
WUMBER OF IMPORTANT ISSUES. We HOPE THAT THAT TOUCHING HAS 
BEEN ILLUMINATING AND PROVOCATIVE. We HAVE NOT GONE INTO ANY 
GREAT DETAILS BECAUSE WE DON't HAVE ANY. As YOU> WE ARE FACING 
AN ARRAY OF PROBLEMS THAT OUR TRAINING AND EXPERIENCE HAS NOT 
PREPARED US FOR. ThE GREAT ATTRACTION AND PROMISE OF COMMUNITY 

Education is that it is not a highly prescriptive set of 

BEHAVIORS^ BUT A SET OF GENERAL PRINCIPLES THAT CAN BE ADAPTED 
TO HIGHLY DIVERSE CONCRETE CIRCUMSTANCES. We HOPE THAT WE HAVE 
GENERATED SOME IDEAS THAT WILL BE APPROPRIATE IN DEALING WITH 
THE PROBLEMS OF SCARCITY AND SO AID IN REALIZING THE LONG-TERM 
GOALS OF. PUBLIC EDUCATION. 
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